Over the past five years general practitioners have been challenged by proposals from both the government and the Royal College of General Practitioners to fundamentally change the administrative structure and day to day running of general practice.`'-Changes range from individual practice based innovations, such as developing structured surveillance for chronic disorders and improving the provision of preventive services, to broader initiatives, such as performance review and an emphasis on medical audit.
Though much attention has been paid to the content of such change, less energy has been directed towards establishing how change can be managed most effectively. Experience in industry suggests that even the most rational change can be obstructed if its implementation is either badly planned or inadequately negotiated. Several models have been developed to assist the successful management of change,6' some of which have been applied to various aspects of the NHS.8-'°We discuss how one such model, which was first developed in industry, has been usefully applied in general practice settings.
We worked with a management consultant (RC), who has considerable industrial experience, to develop and adapt a model for managing change for general practice; the model emphasises a team approach. We have applied this model to different situations in general practice, including introducing screening services and surveillance of chronic disorders, incorporating new technology into practice administration, and improving liaison and effective working relationships between different professional groups." 12 The model can be used either by a practice that already functions as a cohesive team or by a person within the practice who wishes to move towards a team based decision in introducing change.
In practices that already function well as a team, with regular meetings of the whole team in which each member's contribution is recognised and respected, the process of shared decision making about an innovation can be started with few of the preliminary steps described here. However, more often an innovation is sponsored by a single person. In this case the strategies described can be used to introduce an idea to other team members, to negotiate agreement and implementation, if appropriate, in such a way that it strengthens the team and has maximum chance of success.
Getting started
The first step in our model of introducing change is to obtain relevant information from various sources. We will consider the key questions separately.
Has individual meetings may seem unrealistic. However, we have found that allocating this time at an early stage proves economical in the long run. Innovations that are partly implemented and then fail through lack of adequate negotiation waste large amounts of time.'5 The challenge of such meetings is to set them up so that they are opportunities for constructive discussion that allow deeper understanding of each person's perspectives and result in an innovation which is better than anybody could have reached working alone. A useful structure for such discussion is to start by briefly presenting the idea and then eliciting, in turn, the benefits and costs of the innovation as perceived by the stakeholder. By asking each person to identify all others that might be affected you may also avoid overlooking important groups. The success of these discussions depends on creating collaboration rather than confrontation. Box 1 gives some techniques that have been helpful in creating such an atmosphere. As well as generating such strategic information these discussions allow refinement of the original idea. Trusting colleagues with the idea and giving them an opportunity to contribute to its development also encourages a sense of ownership of the innovation at an early stage. Finally, in teams where joint decision making is uncommon, these discussions build the foundations for a team meeting at which perspectives can be shared and a team decision reached.
Evaluating the information
After completing the discussions with key individuals, it will be possible to evaluate the feasibility of the proposed innovation and decide whether to take the next steps. When there are several stakeholders the amount of data generated by these meetings can be unwieldy. A domainal map, a tool derived from industry, can be used to organise these data and as an aid to effective planning.'6 Its usefulness lies in its visual display of each person's perceptions of the change, its exploration of the costs of the change as well as the benefits, and in making explicit each person's power to obstruct as well as promote the change. Box 2 gives instructions for constructing a domainal map and the figure shows an example of a completed map for introducing a computer into our practice.
The domainal map brings together information about the potential future benefit of the innovation to the practice and the cumulative power which the group has to support or obstruct the project. The likelihood that any individual will use this power depends on whether the future benefit is seen to outweigh the cost to that individual. This information can be used to estimate the effort which may be needed in negotiating and implementing the proposed innovation and to decide whether to take the next steps.
Getting agreement
The next step is to arrange a meeting with the whole group. The ultimate aim of the meeting is to reach public agreement about whether to proceed with the innovation. Hearing other members' views, both positive and negative, allows broader understanding of the implications of the proposed change. Achieving a public consensus, in the light of all the information which is available, leads to a more robust agreement and builds team cohesiveness. 17
We have found several factors important in ensuring the success of meetings. The first is to encourage all stakeholders to attend. Non-attendance cah be minimised by emphasising to each person how vital their contribution will be and pointing out the cost both to the person and to the group if he or she does not attend.
CHAIRING THE MEETING
The chairperson has considerable influence over the ethos of the meeting and is responsible for setting the ground rules. Our experience shows that meetings are successful when all members feel able to contribute because they know their contribution will be valued; no one member of the group, however powerful, is allowed to dominate; and there is an atmosphere of cooperation and trust. This does not mean that consensus will be easy, but rather that, when there is disagreement, members are encouraged to work together to understand it and to negotiate constructively.
Several Demonstration that each of these categories applies to each person will legitimise his or her position as a stakeholder, the reason for his or her involvement, and, very importantly, his or her power. Such a public acknowledgment increases the likelihood that this power will be used responsibly.
Having established the credentials and perspectives of each person, the next step is to remind the group of the proposal in its present form. The original idea will probably have been modified considerably in the light of the information gathered and earlier discussions. The ultimate aim is to reach an informed decision, to which all the members of the group are committed, about whether or not to implement the proposal.'7 However, when agreement proves difficult it may be appropriate to reach a conditional decision-for example, "We would be happy to go ahead ifwe can be sure that this computer system will protect confidentiality." This makes reaching a decision easier as it leaves open the opportunity of reversing a decision in the light of new information.
Time should be left at the end of this meeting to review progress by confirming agreements reached, identifying any remaining disagreements, and deciding what steps are needed to resolve them. If complete agreement to implement the innovation has been reached it is important to clarify and agree the next steps to be taken. This will usually include setting a date for a meeting to plan the effective implementation of the innovation.
It is good practice to write down agreements reached, unresolved issues and tasks to be undertaken, and responsibility for each task. If possible these minutes should be circulated to all stakeholders after the meeting. A major decision will involve several steps, and a meeting at which some of the necessary steps are taken is still successful even if a final decision is not reached. It is as important to take the steps as to reach the decision.
Implementing change
Once agreement about the innovation has been agreed in principle, a practical design for the innovation is needed. We present this process as a series ofkey steps. Not all steps will be relevant to all innovations and we recommend flexibility in their use.
DEFINING KEY OBJECTIVES
The first step is to define the key objectives to meet the aims of the new system. At a team meeting this can be done by dividing into small groups, to discuss the question, "What do you think is important for this new system to achieve?" Time should be divided so that each person has equal opportunity to speak and to be listened to. The main points from these small groups can be fed back to the meeting and listed on a flip chart. They can then be discussed and agreed. Box 3 gives a possible list of such objectives for introducing a computer into a general practice.
It is helpful to gather accurate data about the current situation; this reinforces commltment to improvement, and provides motivation to change. This information also establishes a baseline against which future progress can be measured.
EXPLORING THE RANGE OF OPTIONS
Alternative ways of implementing the proposal, drawn from the initial investigations, can be shared. Further approaches can be generated by the group before agreeing on a preferred option. Box 4 gives some possible options for a new computer system.
IDENTIFYING TASKS AND AGREEING RESPONSIBILITIES
All the tasks that are necessary to set up the new system should be listed'9 and agreement reached about BMJ VOLUME 304 25 JANUARY 1992 We have presented a well tried model for managing tunity to celebrate the successes achieved so far and a change in general practice. We have argued for the positive perspective against which the difficulties can importance of obtaining comprehensive background be viewed.2' This technique also legitimises difficulties information, recognising barriers to change, identifyby acknowledging that they are to be expected during ing and negotiating with all key people, achieving the process of change. It makes it safe enough for robust agreement to the innovation, and developing people to share their problems and have access to the effective planning for its implementation and evaluaconstructive thinking of the group about possible tion. Underlying all these strategies is the recognition solutions and next steps.
of the strength of a team approach to change. 
